Transnmittal No: 97 LCM 60
Date: Cctober 23, 1997

Di vision: Services & Community
Devel opnent

TO Local District Commi ssioners

SUBJECT: Foster Care: A Contractual/Paynment Mdel for Delivering
I ntensive Di scharge and Aftercare Services
to Children in Foster Care

ATTACHVENTS:

A - Instructions Regardi ng Paynent, C aimng, Contractual Arrangenents
and Systens Inplications (available on-line in OFI SLI NK)

B - Budgeting Exanpl es/ Tools: (available through CONNECTI ONS upon
request to your regional office
representative)

A, PURPCSE

The purpose of this nmenobrandumis to advise social services districts of
the potential to achieve inmproved outconmes for children and families through
a nore strategic approach to the delivery of foster care services. The
Department is going to submit this nenorandumto the U S. Departnent of
Heal th and Human Services as part of a Title IV-E State Plan anendnent for
their review and approval. The direction set forth in this nenmorandum can
be i npl emented only when the Department receives such approval. Soci al
services districts will be notified of any such approval

Al t hough this nmenorandum provides a structure for inplenenting a change
in the delivery of foster care services, it does not inpose any new service
requi renents upon social services districts. Rather, this nenorandum serves
two purposes.

1. It is the Departnent's response to requests from social services
districts that have asked for support regardi ng the nmechani sms for
pur chasi ng i ntensive di scharge planning and aftercare services for
children who are placed in voluntary authorized agency foster care
progr amns.
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2. It provides an opportunity for social services districts to inplenent
a foster care program that has the potential to achieve inproved
outcomes for <children and fanmlies and to maximze the use of
avai |l abl e resources.

The program and fiscal benefits of considering the inplications of
i mpl enenting the change described in this menorandum are discussed bel ow.
In addition, the Attachnents to this nenorandum provide instructions
regardi ng the follow ng:

- the contractual conponents that need to be addressed regarding
i mpl enentation of the intensive discharge and aftercare services
nodel, wth an enphasis on specifying the services to be delivered
and the outcones that are antici pated;

- the claimng process that will support a change in the delivery of
services including new procedures for claimng additional discharge
pl anning and aftercare activities under Title IV-E of the Social
Security Act (upon approval by the federal governnent);

- the budgeting concepts and tools for cal cul ating antici pated
reductions in foster care days that can be projected as
"reinvestnents" for financing the change in service delivery.

B. BACKGROUND

The inpetus for this nenorandum cones from local social services
of ficials who have sought <clarification regarding the arrangenents for
purchasing intensive discharge and aftercare services for foster children
pl aced in voluntary authorized agency foster care prograns. Most of these
requests have presented programnodels for serving children in group care
settings, though some requests have presented nodels for children in foster
boardi ng honmes as well. In either case, the thenes that have been presented
are to provide intensive discharge planning and aftercare services that are
designed to both shorten a child's placenent in a foster care facility as
wel | as reduce the risks of future child welfare interventions for a child
and his/her famly.

The information in this nemorandumand its Attachnents may be used for
initiatives that target the population of an entire foster care program or
sone portion of that popul ation. In addition, the sane procedures nmay be
used for changing the delivery of foster care services for children who are
entering care, as well as for those who are currently being served in foster
care prograns.
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C.  PROGRAM AND FI SCAL BENEFI TS

Proposal s from social service districts and voluntary authorized
agenci es have presented the program benefits of providing i ntensive
di scharge and aftercare services in terns of the foll ow ng outcones:

- children whose placenent in a group care facility or foster boarding
honme will be nminimzed or significantly reduced from historica
patterns; and

- children who will experience a stable discharge to famly or
relatives (for <children who return hone), or to other pernmanent
living arrangenents (for children with a goal of adoption or
i ndependent |iving).

More specifically, we have reviewed a nunber of proposals that target
foster children who require the tenporary services of a residential program
but whose family strengths provide an opportunity for shortening the tinme in
residential care by as nuch as six nonths. This type of alternative
enphasizes the use of famly workers who do intensive supervision of the
child and famly fromthe outset of placenment and who continue to provide
t he necessary supervision and services when the child returns to his/her
famly. Proposals from these agencies anticipate not only reductions in
time in placement, but reductions in the child's risks for reentry into
foster care. Also, these proposals pronote the concept of funding the cost
of additional discharge and aftercare services with the noney that otherw se
woul d be spent for |onger periods of foster care.

The HonmeRebuilders Denonstration Project is an exanple of an intensive
di scharge and aftercare services nodel that was piloted for <children in

foster boarding hones. It served approximately 2,000 children who were
targeted for earlier discharge with the support of intensive discharge and
aftercare services. Through the use of a captitation-like paynent, each

agency was chal l enged with developing a nore effective foster care nodel
t hat woul d achi eve reduced | engths of stay, discharges to safe and pernmanent
hones, and the prevention of reentry to care using a predeterm ned budget ed
amount for the project period. Initial findings indicate that the above
outcomes were achieved at no additional <costs to State and | oca
gover nnent s.

Al t hough the per diem foster care costs for <children who receive
intensive discharge and aftercare services nmay be higher than usua
during the initial nonths of placement, a shortened stay in a group care
facility or foster honme has the potential to yield a financial benefit that
covers the cost of the changes in the timng and pattern of service
del i very. It also has the potential to yield savings. The concept of
changing the delivery of foster care services to both shorten tinme in out-
of -home care and reduce the risks of future dependency on governnent
pr ogr ans, may be an attractive strategy for inproving services to children
and famlies and for better nanaging the resources that are available to
social services districts through the Family and Children's Services Bl ock
G ant.
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D. SUBM SSI ON CF A MANAGED CARE PLAN

A social services district that is interested in inplenenting an
i ntensive di scharge and aftercare services nodel nust subnmit a nmanaged care
plan to the Departnent for approval. The managed care plan (as defined in

Section 153-i(2) of Social Services Law) is a vehicle that allows the
Departnment to provide the appropriate technical assistance and support in
the inmpl enentati on of new nodels of foster care service delivery. (A social
services district may establish a managed care initiative individually or in
conbination with other social services districts.) Because the scope of the
managed care nodel discussed in this nmenorandumis limted to children in
foster care, the scope of the managed care plan can be simlarly limted in
scope. The requirement to develop a nanaged care plan to inplenent the
nodel outlined in this nenmorandum need not be burdensone to a socia
services district.

Because there is likely to be a wide variety of alternative approaches
to the inplementation of an intensive discharge and aftercare services
nodel , the Departnent does not specify the additional discharge and
aftercare services to be delivered. Thus, the program fiscal, and
organi zational arrangenents nay vary. This means that a social services
district has the flexibility to target a population and develop a
contractual arrangenent that specifies the services that will be delivered
to achieve the desired results for that target group

At the sanme time, the Departnment is concerned that |ocal social services
officials who consider contracts for additional discharge and aftercare
services are protected from negotiating paynents for services that are
already supported through existing rates and for services that may be
nonr ei nbur sabl e. The Departnent is prepared to provide the necessary
support to social services districts to assist in the analysis of rates and
in the generation of data to support these initiatives.

There are two overarching requirements for a social services district
regardi ng the devel opnent of a nanaged care plan

1. The plan nust be designed to achieve the follow ng outcones for
targeted children and famlies including, but not linmted to:

- protecting children from abuse and negl ect;
- preventing the need for foster care placenents; and

- reducing the length of placenents by achieving pernmanency
pl anning goals in the shortest tine feasible.

2. The plan's paynent arrangenents nust neet the foll owi ng standards for
pur poses of reinbursenent:

- federal and State rei mbursemrent will be |imted to reasonable
and necessary costs; and

- paynment methodol ogi es nust be designed to maxi m ze rei nbursenent
fromexisting fundi ng sources.
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In addition to the above requirenents, the following vital areas nust be

clearly addressed in a foster care managed care plan

Needs Assessnent/ Target Popul ati on and Qutcones

The social services district wll need to identify and describe the
popul ation selected for its foster care nmanaged care nodel; and it wll
need to specify outconmes and out come neasur es.

Identifying the target population will require an assessnent of past
and pr esent patterns of service use and cost, i ncluding the
characteristics and service needs of children and famli es. Speci fyi ng
outconme neasures will require an analysis of past and present discharge

rates, length of stay patterns, and rates of readmission for the target
popul ati on.

Program and Fi scal Design

The social services district wll need to specify the intensive
di scharge and aftercare services to be delivered to the t ar get
popul ation and the paynent arrangenents for supporting the delivery of
such services.

The process of designing the services to be delivered, and the necessary
paynent and contractual arrangenents, will logically flow from
di scussions in a social services district regarding:

- the strategies that will achieve the desired outcomes for targeted
children and famlies;

- the organizational arrangenents that will provide for an effective
and efficient delivery of those strategies (as part of a managed
care plan, a social services district is permtted to delegate the
responsibility for case nmnagenent services to the voluntary
aut hori zed agency provider); and

- the paynment agreenents for supporting and clai m ng program costs.

Contractual |ssues

Managed care is in large part a better, snarter, nore denmandi ng
pur chasi ng arrangenent. Basic to the purchase of foster care services
fromvoluntary authorized agencies is the contract. The services to be

delivered, the issues of case nanagenent, the outcones, and the manner
of payment are only enforceable to the extent that the negotiated
agreenments in such areas are specified in the contract.

Instructions for anmending the existing foster care contract for the
purpose of inplementing a foster care managed care nodel are included in
Attachment A of this nemorandum A social services district nmust submit
a copy of the proposed anendnents that will inplenent the nmanaged care
arrangenents, or a copy of the proposed | anguage of a newly constructed
managed care contract, to the Departnent for approval.
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E. TECHN CAL ASSI STANCE

Staff from the Division of Services and Conmunity Devel opnent are
available to provide technical assistance to social services districts
interested in developing a foster care nanaged care nodel wusing the
nmechani sns outlined in this nenorandum

Techni cal assistance is available to help you:
- review program and budget proposals;
- devel op outcone neasures and rate setting procedures;

- review contract |anguage and proposed agreenents regarding the
provi sion of, and paynent for, the services provided through a
foster care managed care contract.

Pl ease contact your regional representative for a discussion regarding
t he requirenents of developing and inplenenting a foster care nanaged care
pl an as di scussed in this nenorandum

As nentioned above, you can refer to the Attachnents for budgeting
exanples and tools, as well as instructions regardi ng paynent and cl ai m ng
nmechani sns, contract anmendnents, and systeminplications.

NOTE: Chapter 436 of the Laws of 1997 renanmes the Departnment of Soci al
Services as the Departnent of Famly Assistance conprised of two
i ndependent offices -- the Ofice of Children and Famly Services
and the Ofice of Tenporary and Disability Assistance. Upon t he
execution of a Menorandum of Understandi ng and conpliance wth the
Cvil Service Laws, responsibility specified in that Chapter Law,
will be transferred fromthe forner Departnent of Social Services to
the Ofice of Children and Family Services (OCFS) and fully
integrated with the functions and duties of the former Division for
Yout h.

Rose M Pandozy

Deputy Conmi ssi oner

Di vi sion of Services and Community
Devel opnent



